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Abstract

The Office of Response, Recovery, and Resiliency (OR3) was established in 2020 and is a part of
the County of Santa Cruz’s Strategic Development Department. The OR3 has been established to
improve the emergency response and capabilities for the County of Santa Cruz in the event of
another major environmental disaster. The CZU Lightning Fire Complex of 2020 was a
significant wildfire and the largest the county had seen in over 100 years. Global warming led to
climate change that has made this area of California more vulnerable to uncontrollable wildfires.
In addition, severe drought conditions have left Santa Cruz County’s forested regions an area of
concern for wildfires. The CZU Fire also caused substantial property damage that included
commercial and residential buildings. Victims of the fire suffered smoke inhalation that required
medical treatment. The initial lack of readiness coupled with a lack of resources severely
hindered the response by CalFire. There was a need for updated wildfire readiness plans. The
OR3 has worked tirelessly to update and develop the Operational Area Emergency Plan (EMP)
and the County of Santa Cruz Emergency Operations Center Activation Guide. In early June
2021, the OR3 conducted an Emergency Exercise - Extended Attack Drill. The event was a mock
wildfire that was facilitated by Calfire. The drill proved that the OR3 and the Emergency
Operations Center (EOC) now have the enhanced capabilities to handle another major wildfire.
Keywords: Emergency management, CalFire, strategic planning, wildfires, climate change
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Agency & Communities Served
The Office of Response, Recovery, and Resiliency (OR3) - County of Santa Cruz is a
new department developed in direct response to the CZU Lightning Fire Complex that
devastated both Santa Cruz and San Mateo counties in August and September of 2020. The OR3
has been set up to serve the communities of this natural disaster for the people that lost both
homes and suffered property damage. While not everyone in these communities lost their homes,
they were all affected in some way. Many were physically affected by the vast amounts of smoke
and ash that the fire created. Other people suffered major property damage. There were over
1,400 buildings and homes that burned to the ground during the fire. These people were
evacuated to temporary shelter points and then housed in hotels in and around the Santa Cruz
area until they were allowed to repopulate their community. The OR3 is in the process of gearing
up and preparing for the next fire season which begins in early May of 2021. The OR3 is
planning for this by updating its emergency preparedness plans that include both natural disaster
and wildfire annexes.
The OR3 works closely with the Emergency Services Administration of Santa Cruz
County. The Office of Response, Recovery, and Resiliency is a newly formed division within the
County Administrative Office bringing together emergency management functions with a
strategic focus on long-term resilience and climate change. Some of the functional areas that are
focused on are the pre-warning systems, evacuation and coordination, care and shelter, and
temporary evacuation points (TEP). The OR3 is primarily responsible for maximizing the
County’s emergency response capabilities, coordinating activities of the Response, Recovery,
and Resiliency Division with other County departments and other jurisdictions. The department
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is looking to implement plans for preparedness, communication, response, mitigation, and
recovery from natural and human-caused disasters and emergencies, such as fires, earthquakes,
floods, pandemics, mass casualty incidents, and acts of terrorism.
Problem Description
There is a need for an updated wildfire readiness plan. Fire season begins May 12, 2021
and there is concern that we may have another major wildfire in Santa Cruz County. The CZU
Lightning Complex Fire of 2020 caused major damage to many parts of Santa Cruz County,
especially in the mountain areas just north of the city of Santa Cruz. The plan that was in place
was plagued by confusion and an overall lack of resources. As reported by Kelly, Freedman, and
Samenow (2020), “The CZU Lightning Fire forced the evacuation of more than 64,000 people”
(para. 4). This was a relatively large evacuation and it was conducted under extremely stressful
conditions. The Community Wildfire Protection Plan (CWPP) for San Mateo and Santa Cruz
counties attempts to identify wildfire hazards, but it is an all-encompassing document meant to
cover the two separate counties. Santa Cruz County needs a general plan that is specific for its
unique terrain, population, and conditions.
Contributing Factors
Emergency Preparedness Plan
As of March 2021, the emergency preparedness plans for Santa Cruz County are being
updated. There had not been a need for any update to any of the former plans because there had
not been a major wildfire in the area in well over a hundred years. As was stated by Kelly,
Freedman, and Samenow (2020), “Some of the blazes were so large that they now rank among
the largest 10 wildfires on record in the state” (para. 2). The community disaster response that
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was in place at the time of the fire had not been used in some time. The last significant fire in the
area was the Lockheed fire of 2009. The CZU Lightning Complex Fire of San Mateo and Santa
Cruz Counties drove the evacuation of approximately 64,000 people, according to Cal Fire
(Kelly, Freedman, & Samenow, 2020, p. 1). When the event is happening there is no time to be
had for reading and reviewing training manuals. Decisions must be made with the best possible
outcome in mind. In sequential order the importance is life, property, and environment. The
disaster service workers (DSW’s) rely on the instructions that they are given by the fire chiefs
and higher-ups in command. In the team meeting for the OR3, Benson said that that is why there
needs to be more training for the DSW’s. The department is now looking at and reviewing
possible grants to apply for to help finance this much-needed training. Better planning at the
local and state level is also needed.
Global Warming and Hazardous Forest Conditions
The forests in Santa Cruz County have become dry and full of vegetative growth that is
fuel for wildfires. This understory (undergrowth) contributes to what is known as the rate of
spread (ROS). This causes the fires to, “stem from an unusual confluence of extreme weather
events, set against the backdrop of human-caused global climate change, which is causing more
frequent and severe heat waves in the region as well as larger wildfires across the West'' (Kelly,
Freedman & Samenow, 2020, p. 3). While there have been fires in Santa Cruz County over the
years, up until the CZU Lightning Complex Fire of 2020, there had not been a significant fire in
the area in more than a hundred years. This led to a buildup of “fuel” which was vegetative
growth that when exposed to the flames produced disastrous results. The weather, the decades of
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saved burn material, and the confusion at the time of the fire all contributed to what was the most
devastating forest fire in the history of Santa Cruz County.
The destiny of all wildfires is shaped by the fire behavior triangle -- fuel, weather, and
topography -- according to Clements, a professor at San Jose State's Fire Weather Research
Laboratory. (Serna, 2020, p. 1). The conditions that existed on August 16, 2020, were the perfect
storm of conditions for a wildfire. This is due in part to global warming and climate change.
Marlon et al. (2019) study found the following, “That among those who accept that global
warming is happening, the primary reasons for doubt that we can limit global warming are the
belief that it's a low priority for most people” (p. 1). Our current climate has led to unusually dry
summers featuring high gusts of wind and forest conditions that are vulnerable to lightning
strikes, such as the one that rained over 11,000 bolts down and started the CZU fire in
mid-August of late last year. According to Goss et al. (2020), “In many forested regions that
historically experienced a frequent, low-intensity fire, a century-long legacy of fire suppression
has promoted the accumulation of fuels, likely contributing to the size and intensity of some
fires” (p. 1). With the state of California in a perpetual drought, it is difficult to predict when this
threat will subside. In the meantime, steps must be made to ensure that the proper protocols are
in place to mitigate the damage of any future wildfires.
Confusion and Limited Resources
While there have been recent fires in Santa Cruz County such as the Lockheed Fire of
2009, there has not been anything as devastating as what was just experienced in August and
September of 2020. As reported by Kelly, Freedman, and Samenow (2020), “The fires, spread
across hundreds of miles, presented an overwhelming challenge to the crews trying to battle
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them as California issued a nationwide call for help” (para. 9). There was mass confusion and an
overall lack of coordination by first responders due to the unpredictability of the fire. Authorities
reported depleted resources, with manpower and tools stretched thin by the sheer scale and
number of fires across the state (Lin, Wigglesworth, Rust, 2020, p. 1). This does not bode well
for the next decade of fire seasons. As reported by Serna (2020), “There's a direct relationship
between heat and fire, and increasing heat is inevitable for at least a few decades," said Michael
Gerrard, director of Columbia University's Sabin Center for Climate Change Law” (p. 1). There
needs to be more done to help with both fire training and accumulating resources. This is likely
the beginning of what will be a recurring theme in the state of California for years to come.
Consequences
Property Damage
The CZU Lightning Fire Complex of 2020 caused major damage to both property and
homes in Santa Cruz and San Mateo Counties. The fire moved quickly through dry vegetation
and threatened the edges of cities and towns. As reported by Bay City News (2020), “The CZU
Lightning Complex wildfires burned 86,509 acres across San Mateo and Santa Cruz counties”
(para. 1). That is an enormous amount of land that was damaged by the fire. It will take decades
for the forest areas affected by these fires to fully recover and regenerate the indigenous foliage
that is common to the forests of the central coast of California. It was also reported by Bay City
News (2020), “That almost 1,500 structures had been destroyed, including 925 residences and
171 commercial structures. An additional 90 residences and 16 commercial structures had also
been damaged” (para 2). High heat and gusts of wind allowed this fire to spread quickly
throughout the region. The end results were catastrophic.
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There are also the threats of future fires to consider. For the last decade or so wildfires in
California have continued to increase in both strength and damage that they cause. Leaders at all
levels of government have some serious issues to consider and contend with. As was stated by a
climate law director from the University of Columbia, “California has choices to make since fire
is inevitable and mega-fires are increasingly possible, building codes can be updated. Utility
infrastructure can be modernized and better regulated” (Serna, 2020, p. 2). It is interesting to
note that while there is a natural ebb and flow of fire and new forest growth, what has been
happening recently is not that type of natural occurrence. It is all quite damaging. As was
reported by Serna (2020), “A moderate fire can clear out underbrush and competing trees, giving
a healthy forest room to breathe. However, if those native grasses give up the fight and invasive
plants move in they can spread fire faster” (p. 2). This makes fighting fires in California that
much more difficult. Even after the fire is extinguished, there is still plenty of work and planning
to be done to mitigate the threat of any future fires.
Physical Injuries and Loss of Life
There were physical injuries caused to the citizens of these communities; most notably
smoke inhalation. Smoke inhalation was a danger to everyone that was in and around the fire.
As stated by Kelly, Freedman, and Samenow (2020), “Air quality alerts were in effect for parts
of California, where the tiny particles in the dense smoke were capable of aggravating
respiratory conditions and worsening preexisting health conditions” (p. 3). This is particularly
important due to the ongoing coronavirus pandemic. While it is not mentioned as much as it was
early on in the pandemic, the COVID-19 virus and all of its variant strains attack a person's lung
tissue making it hard for them to breathe. The coronavirus added an additional element to the
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danger posed to both the residents and the firefighters who were fighting the CZU Fire. As
asserted by Kelly, Freedman, and Samenow (2020), “CalFire anticipated the impacts of the
coronavirus and hired additional firefighters ahead of the wildfire season” (p. 2). The air quality
will be an issue in California as climate change, pollution, and wildfires continue to damage the
environment.
The fire also took the life of a person that lived in the unincorporated community of Last
Chance which is located in the mountains of Placer County. As was reported by Szydlowski
(2020), “The Santa Cruz County Sheriff's Office confirmed that August 23rd, a 70-year-old man
was killed in the CZU Lightning Complex Fire” (para. 3). His name was Tad Jones and he was a
73-year-old Vietnam veteran. As reported by the Mercury News (2020), “His death is the only
confirmed fatality in the historic blaze that was ignited by lightning Aug. 16” (para. 3). Any loss
of life is a tragedy and it is still unknown why he was not able to safely evacuate from the fire.
More needs to be done to ensure that this does not happen again.
Limited Resources Hindered the Response
There was a lack of communication between fire officials, county officials, and the
population that was affected by the fire. As reported by Kelly, Freedman, and Samenow (2020),
“CalFire was at normal staffing levels, with approximately 11,000 firefighters working the fire.
Additionally, the state asked for 375 fire engines from out of state for help, in part to give current
units a chance to rest” (p. 1). In any other year, there would have been more help available from
both volunteer firemen and the California Department of Corrections inmate firefighting
program. Both of those options were severely reduced due to the coronavirus. As reported by
Romo (2020), “In a typical year, the state employs nearly 200 inmate crews to battle brush fires”
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(para 23). This year the state was only able to offer just over half of that workforce. CalFire has
gone on to state in a CalFire CZU Lightning Complex District 3 - After Action Review Virtual
Community Meeting that was held on Monday, March 15, 2021, that the department was
hindered due to a lack of resources. This caused problems in some of the evacuations. All of
these issues have caused greater stress and the worry that it could happen again in future fire
seasons. Many of the people who attended the above-mentioned meeting asked again and again
during that meeting about what CalFire was going to do differently in the future.
Problem Model
Contributing Factors

Problem

Consequences

Currently, the wildfire
emergency preparedness plan in
Santa Cruz County is being
updated.

There is a need for an
updated wildfire
readiness plan in the
event of another
wildfire in Santa Cruz
County.

There was property damage both
commercial and residential. Many
people lost their homes and there
was also damage done to the
environment.

Global warming has led to
climate change and thus dried
out many of the forests making
them susceptible to wildfires.

Injuries such as smoke inhalation
affected the local population. One
man lost his life.

Unusually dry summers and
forest conditions have left the
area vulnerable during fire
season.

There were problems with the
evacuations due to a lack of
coordination by fire officials.
CalFire has claimed that there was
a lack of resources that hindered
their response.

There had not been a major fire
in Santa Cruz County in more
than 100 years. Much of the
training and protocols appear to
be outdated.

There is greater stress for the
population that is affected. With
the beginning of the wildfire
season starting in early May 2021,
many survivors of the CZU
wildfire worry that this can and
will happen again.
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Capstone Project Description and Justification
Capstone Project
There is an immediate need to update the current emergency wildfire preparedness plan
for the County of Santa Cruz. These updated Operational Area Emergency Management Plan
(EMP) and the County of Santa Cruz Emergency Operations Center Activation Guide are
expected to provide a better understanding of the protocols and procedures that would be used in
the event of another major wildfire. These updated plans will be included on the OR3 website as
a PDF for community consumption. These updated guides will provide all of the necessary
information to the average citizen on what to do in the event of another wildfire emergency. This
project will also include continuous updating of the Wildfire After Action Reports (AAR)
Activation Guide as is deemed necessary by the senior data analysts within the office of the OR3.
An AAR is a report that covers response actions, application of Standardized Emergency
Management System (SEMS) modifications to plans, procedures, training needs, and recovery
activities. This plan is prepared in the Emergency Operations Center (EOC) and contains the
emergency response objectives of Santa Cruz County. The plan is shared with other supporting
agencies such as the General Services Department (GSD) and other local fire departments.
Project Purpose
The purpose of this project is to create and develop a clear plan of readiness for Santa
Cruz County in the event of another major wildfire such as the one that was experienced in
August of 2020. Since there had not been a major wildfire in Santa Cruz County in at least 100
years, some of the wildfire emergency plans had not been revised or kept up to date. The County
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of Santa Cruz will benefit from updated protocols and procedures to help mitigate the damages
of another major wildfire. With the fire season set to kick off on May 12, 2021, there is an
immediate need for this to be completed. This plan is meant to establish a comprehensive
approach to what would happen in the event of another major wildfire in or around the County of
Santa Cruz. It is designed to provide prevention, preparedness, response, and recovery
information to the employees of the OR3, EOC, GSD, as well as people from the local
population. The existing fire activation plan needed to be updated based on the lessons learned
from the CZU Lightning Fire Complex of 2020.
Project Justification
Another major wildfire in Santa Cruz County would be a disaster. Climate experts from
around the United States say that this is just the beginning of what will likely be a yearly hazard
in the state of California for many years to come. A disaster by definition is an event or
occurrence that either causes or creates human suffering. The OR3 and other county government
agencies will be implementing an updated wildfire annex this year. It will include updated
information and protocols to be used by the general public (communities affected by the fire),
firefighters, disaster service workers (DSW), and other first responders in the event of another
major wildfire. According to the Ready.gov website (2021), “wildfires can ruin homes and cause
injuries or death to people and animals” (p. 1). This is validation for creating and developing a
new and updated wildfire emergency preparedness plan for Santa Cruz County.
The County of Santa Cruz - Office of Emergency Services (OES) is also developing an
Operational Area Emergency Management Plan (EMP). It was completed in June 2021. This
plan will address the planned response to a large-scale wildfire or other natural disaster. The
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EMP is designed to provide guidance to operational agencies that are involved in the protection
of public health and safety. It contains reference information for all federal, state, and local
agencies that might be involved with the response to another major wildfire within the county. It
is important that all agencies responding to such a disaster know how and when to respond. It
ensures that all resources will be used properly and effectively. Every plan and protocol that is
used by the county is designed to protect the people, homes, and property of Santa Cruz County.
The OR3 has worked tirelessly to update the previous wildfire preparedness plan. They
achieved this using data and feedback from people who were both affected by the fires and those
that worked hard to contain them. There were instances during the evacuation and the response
to the fire where things did not necessarily go as planned. There was confusion and a lack of
available resources. According to Kohn, Corrigan, and Donaldson (2000), “It may be part of
human nature to err, but it is also part of human nature to create solutions, find better alternatives
and meet the challenges ahead” (p. 1). There are many steps that are involved in this process.
The first steps involve creating a sense of trust and open communication with everyone that is
involved. This is crucial because without it the department cannot move forward implementing
the necessary changes. Updating the wildfire annex and emergency preparedness plan will save
valuable resources and maybe even human lives. Updating the policies, protocols, and
organizational procedures will also help the employees within the EOC learn how to respond to
the next wildfire activation and it will also make clear what their role in the situation will be. As
stated by Kohn, Corrigan, and Donaldson (2000) developing policies, protocols, and procedures
helps to “orient new members, about their purpose, job standards and expectations. It provides
continuity and consistency in decision-making and ensures the practice will stay on track even
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when there is a staff change” (p. 5). Adhering to these practices will lead to an effective and
efficient update of the current wildfire preparedness plan and activation guide. It will help to
make sure that everyone’s needs are met. The OR3 is rewriting the current wildfire annex in a
way that only the most important information is included in the updated policies and procedures.
This is so the reader will not be exposed to any unnecessary or redundant material. There is a
strong desire to make it as user friendly as possible. As reported by Kohn, Corrigan, and
Donaldson (2000), “There is a real danger in creating a policy or procedure for everything.
People ignore them. When there are too many, they are hard to manage and they can all start to
sound alike (p. 7). The updated materials will help guide the EOC and all of the other first
responders to a more balanced approach to any major wildfire. These updates to the EMP and the
Wildfire Annex Guide were completed in June of 2021.
Project Implementation
Initially, there was a meeting to discuss plans for the Office of Response, Recovery, and
Resiliency (OR3). The outreach discussion for the OR3 was held on January 6, 2021, and was
facilitated by Paia Levine and Melodye Serino. Later that month, the office began holding
weekly meetings for the OR3. These meetings were held to discuss different topics of
conversation that were on the agenda. They were also used to allow the team the time and place
to become familiar with one another.
In late February, the OR3 began to hold Draft Proposed After Action Review (AAR)
Microsoft Teams meetings to discuss the draft proposal for review. In these weekly meetings, the
team discussed ideas for implementing the next courses of action on creating and developing this
document. In early March there was a special meeting that was held and hosted by CalFire. This
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meeting was the CalOES (Office of Emergency Services) Hazard Mitigation Grants - County
Opportunities. It was used to discuss some of the FEMA grant opportunities that are available to
help finance some of the recovery efforts that would be taking place over the next 12 months.
Later that month, CalFire hosted an AAR Virtual Town Hall Meeting - CZU Lightning Fire
Complex 2020 event that was used to help the general public understand all that happened during
the wildfire last August. The meeting was streamed on Facebook Live and there was also a
Zoom link from the CalFire website that people could use to access the meeting. Social media
has been instrumental in helping to guide the public through the events of last summer. To begin
with, a 50-minute slideshow was presented by several of the Fire Chiefs from CalFire. After that,
there was a Q&A session that allowed anyone, including survivors of the wildfire, to ask
questions. The questions that were asked ranged from the rebuilding efforts to the evacuation
notices that were or were not given that day, to the overall response by CalFire and other fire
departments to the CZU wildfire.
At the end of March, there was a series of Emergency Management Training
Opportunities and Planning for the County of Santa Cruz. These meetings began on the 23rd and
concluded on April 6, 2021. The meetings were held to discuss potential training opportunities
that would benefit staff in the event of the EOC being activated for another wildfire. The training
that was discussed was the Incident Command System (ICS) training program. The meeting was
also used to discuss what team members would benefit the most from this training. On April 1,
2021, the AAR Activation Guide - Team Check-In meeting series officially began. This series of
meetings concluded on June 24, 2021. It is being used by the team to discuss the current state of
the Wildfire Activation Guide. On April 1, 2021, the Emergency Operations Center (EOC)
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conducted and completed the yearly inventory of electrical equipment at the EOC office. The
inventory was done by Max Umney, Karen Adler, and Antonio Lucero. The next day training
was conducted by Strategic Development Department Senior Analyst Mr. David Brown via
Microsoft Teams for junior members of the OR3. Training that day included the Scope of Work
for the OR3, writing and editing using the Microsoft Teams software, and how to go about
contributing to the Wildfire Project Charter. Later that day the team discussed the AAR and
Wildfire Annex Project Charter that was up for review by the senior analysts on the team.
On April 8, 2021, there was training held at the EOC. The training was provided by
Karen Adler and Max Umney. The following week Max Umney and Antonio Lucero created and
completed a Hot Wash “Groups List.” This is an important contact list of all of the different
offices and entities that will be involved in the recovery efforts for the CZU Lightning Fire
Complex of 2020. On Friday, April 23, 2021, the OR3, received the first draft of the Emergency
Management Plan for review. On May 6, 2021, the OR3 received the second draft of the
Operational Area Emergency Management Plan (EMP) submitted for review to the Director of
the General Services Department (GSD) Mr. Michael Beaton. The following week a major
meeting was held. The CZU Fire AAR - Branch and Section Chiefs/Deputies Microsoft Teams
meeting was facilitated by Board of Supervisors member and the head of the emergency
management systems Mr. Carlos Palacios. On May 27, 2021, Antonio Lucero attended the Fuel
Treatment Strategies Meeting with Fire Chief Andrew Hubbs from CalFire and David Reid,
Senior Analyst of the OR3. On June 2, 2021, the OR3 received the updated draft of the County
of Santa Cruz - Emergency Operations Center Activation Guide submitted for review by David
Brown. On June 4, 2021, a Department Heads: Emergency Operations Support Briefing was
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facilitated by David Brown. Finally, on June 10, 2021, the culmination of the project was
conducted. This major event was held at the Emergency Operations Center in Santa Cruz,
California. The Emergency Exercise - Extended Attack Drill was held in conjunction with
CalFire and facilitated by Michael Beaton.
Assessment Plan and Expected Outcomes
To properly evaluate this project, data from a survey was collected. After the data was
collected it was analyzed for information (feedback) regarding the public’s perception of the
events that took place last August. Points that were considered include the following: the
response time by first responders, the timeliness of the evacuation orders, and housing conditions
at the temporary shelters. The survey that was used contained both multiple-choice questions and
questions that required a short written response. Based on the information collected by the
survey, The OR3 and the EOC was able to have a much clearer understanding of what the public
deems vital and important for situations like this. The information was used to guide and update
the emergency preparedness plans that were already in place. As seen in Appendix D.
The overall objective of this project was to provide guidance to the community on how
the emergency wildfire preparedness plans for Santa Cruz County operate. It was written in plain
language so that everyone reading can understand its contents. The current draft of the
Operational Area Emergency Management Plan (EMP) is well written and well informed. The
plan contains a Summary of Changes at the beginning of the manual to inform the reader of what
is new in the document and what has been edited out. There were a lot of questions about how
these types of events are handled by our local authorities. This document educates our
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community on what the firefighters and first responders deal with when there is a major wildfire
happening in or around Santa Cruz County.
Project Results
The purpose of this project was to bring more public awareness to wildfire safety in Santa
Cruz County. Recent research suggests that the local population will need this information
moving forward as the State of California enters into a new era of more intense and
unpredictable wildfire seasons. With global warming and the current drought conditions in the
state of California seemingly out of control, the local population currently residing in Santa Cruz
County could face another major wildfire in the immediate future. Talking about wildfires and
evacuation plans “normalizes” it and begins to make it more common knowledge. The updated
guides and emergency plans in the OR3 contain all of the updated information on what is most
important to everyone, a quick and safe evacuation for the people most affected by the fires.
Furthermore, the project was a success. On June 10, 2021, the OR3 and several other
Santa Cruz County Strategic Development Department offices, in conjunction with CalFire,
conducted the EOC - Emergency Exercise - Extended Attack Drill. The work performed in the
months leading up to the event lent to the success of the mock wildfire drill. The OR3 was
supported by other offices of the Santa Cruz County Strategic Development Department.
Additionally, the OR3 received support from the American Red Cross. The wildfire was 0%
contained when the exercise began. In the Extended Attack Drill, there were 1800 “evacuees”.
CalFire ran a simulation where 180 people needed immediate help. There was also a detailed list
of the many supplies and services required to aid in the evacuation. Items needed right away
included food, water, and restroom facilities for the evacuees. In the CZU Lightning Complex
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Fire of 2020, parking and security at one of the temporary shelter points was a concern. That
issue was addressed at the EOC emergency drill. There was also a need to find bedding, personal
grooming items, equipment for the disabled, supplies for infants, and pet supplies. Everything
was located and secured by the end of the drill. In the end, all of the tasks were completed and all
of the objections were reached.
Conclusion & Recommendations
The updated emergency activation plans are now in place for the Emergency Operations
Center (EOC) and the Office of Response, Recovery, and Resiliency (OR3). These updated
guides and annexes will help serve the County of Santa Cruz and its residents in the event of
another significant wildfire or similar emergency. Additionally, in early June of 2021, the
Emergency Extended-Attack Drill was conducted with full support from CalFire. It was held at
the EOC in Santa Cruz, California, and was a logistical success. The OR3 did a fantastic job
responding to this mock wildfire. There is always room for improvement when these types of
training events are held. In a typical After Action Review (AAR), there would be a report
detailing three things that went well and three things that need improvement. First, the
organization of the team in the EOC was on point. Second, the participants' attitude was great;
everyone was in high spirits and eager to succeed in the emergency response. Finally, the
working relationship with the American Red Cross and CalFire was excellent. It produced
outstanding results in many areas including the "acquisition" of the many needed supplies to
help support a significant disaster situation. As for what could be done to improve the response,
improvements could be made with further training for all county employees. Training is
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currently happening as all county employees are required to receive and complete Disaster
Service Worker (DSW) training. Another improvement that could be made would be to hold this
event annually. There is great value in having realistic training events to help maintain an active
and ready posture. A final recommendation would be to develop other mandatory DSW training
programs for county employees.
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Appendix A

Scope of Work

Activities

Deliverables

Outreach Discussion for the
OR3.
OR3 Team Meeting Microsoft Teams
Draft Proposed After Action
Review (AAR) - Microsoft
Teams Meeting

January 6, 2021

Draft Proposal For
Review

CalOES Hazard Mitigation
Grants - County Opportunities
CalFire AAR Virtual Town
Hall Meeting - CZU
Lightning Fire Complex 2020
Emergency Management
Training Opportunities and
Planning for the County of
Santa Cruz - Microsoft Teams
AAR Activation Guide Team Check-In
Emergency Operations Center
(EOC) - Inventory (Yearly)
Microsoft Teams Training
AAR and Wildfire Annex
Project Charter
AAR and Wildfire Annex
Project Charter Feedback

Completed
Equipment
Inventory for 2020
Drafting Charter
for Review
Draft Submitted
for Review

EOC Training
Created and Completed Hot
Wash “Groups List”
Received the Operational
Area Emergency Management
Plan (EMP) - Draft

Timeline/Deadlines

Draft Submitted
for Review
Draft Submitted
for Review

Supporting Staff
Paia
Levine/Melodye
Serino

January 20, 2021 - May 5,
2021

Elissa Benson

February 22, 2021

David Reid

March 3, 2021

Andrew
Hubbs/Elissa
Benson

March 15, 2021

David Reid

March 23, 2021 - April 6,
2021

Elissa Benson

April 1, 2021 - June 3,
2021

Elissa Benson

April 1, 2021

Karen Adler

April 2, 2021

David Brown

April 2, 2021

David Brown

April 2, 2021

David Brown

April 8, 2021

Karen
Adler/Max
Umney

April 15, 2021

Max Umney

April 23, 2021

Mark
Bisbee/Elissa
Benson
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Received the Second Draft of
the Operational Area
Emergency Management Plan
(EMP)
CZU Fire After Action
Review - Branch and Section
Chiefs/Deputies Microsoft
Teams Meeting

Draft Submitted
for Review

Fuel Treatment Strategies
Meeting
Received the updated County
of Santa Cruz - Emergency
Operations Center Activation
Guide
Department Heads:
Emergency Operations
Support Briefing
Participated in the EOC
Emergency Exercise Extended Attack Drill in
conjunction with CALFire

Draft Submitted
for Review

Assigned to the
Ops - Care &
Shelter Division
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May 6, 2021

Michael
Beaton/Elissa
Benson

May 12, 2021

Carlos
Palencia/Elissa
Benson

May 27, 2021

Andrew
Hubbs/David
Reid

June 2, 2021

David Brown

June 4, 2021

David Brown

June 10, 2021

Michael Beaton

EMERGENCY PREPAREDNESS

25

Appendix B

Phase 1 - Direction
Step 1 - Initial response to the incident.
Step 2 - The Emergency Operations Center (EOC) is activated and the staff is notified.
Step 3 - Initial situation analysis by the EOC management team and General Services
Department (GSD) staff to provide a situation report (SitRep) on the event.
Phase 2 - Coordination
Step 4 - Review the current and projected situation.
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Step 5 - Set prioritized SMART (Specific, Measurable, Achievable, Relevant, Time)
objectives.
Step 6 - Continue EOC coordination, conduct coordination meeting agenda.
Phase 3 - Planning
Step 7 - Continue situation analysis and EOC coordination. Determine current and
projected needs.
Step 8 - Continue situation analysis and EOC coordination. Add essential elements of
information.
Step 9 - Conduct planning meetings to validate EOC objectives.
Phase 4 - Transition
Step 10 - Completed Emergency Action Plan (EAP) is presented to management. The EOC
director approves and signs the EAP.
Step 11 - Prepare for operational briefing.
Step 12 - Transition; Incoming staff and outgoing staff are both briefed.
Step 13 - Validation and Adjustment. Continuous exchange of information/review of
progress against EOC objectives.
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Appendix C
Emergency Response and Evacuation Plan - Survival Kit Supplies
❏ Protect all important documents.
❏ Fireproof safes offer up to 2 hours of protection under extreme heat conditions.
❏ Suggested items to safeguard include: birth certificates, deeds to your home, all
pertinent medical information, passports, and insurance policies.
❏ Be sure to pack at least a 7-day supply of all medication that you are currently
taking.
❏ Cell phone with charger
❏ First aid kit
❏ Nonperishable food/snacks
❏ Personal hygiene items
❏ Emergency blanket/Sleeping bag
❏ Baby supplies (diapers, formula, baby food)
❏ Pet supplies (collars, food, toys)
❏ Extra clothing
❏ N95 or surgical masks (protective masks to mitigate the risks of Covid-19)
For more information visit http://www.co.santa-cruz.ca.us/OR3.aspx
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Appendix D
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